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20 April 1950

WMORANDUM FORr ACTING ZXRCUTIVE

SUBJECT1 Requirementa - ORL Proposal for Transfer of L/0CD
Functions to ORL Requirements Staff

REFERENCE: (a) AD/OR% Memo on Requirements dated 10 April 1950
(b} aD/0A% and iD/OSI Memo on Wuffice of Overt Cole
lection® also dated 10 April 1950

1. In reference {(a}, Ci% advancez proposals for certain changes
in the "CIA Organizstion and Functions® as presoatly prescrived, with
spacific reference to the coordination and processing of Requiremenis.
Existing instructions assign the fellowing described funcitions to OCik

&, "Provides ceniralized services in the finel {(underlining mine
for emphasis) coordination of intelligence requirements; as-
certains which zovernment facilities are best alle to satisly
specific requirements; aud aasicns collection miassions to the
several governmental intellizence collecting azenaies and to
the CIA operating offices.

e ®decedves intellizence requiremenis from within and outside
0IA, screens oub duplications and overlaps, snd effects final
coordination of the requiremmnts by direct consultation with
the offices concerned,

c»  "Imsues Collection vlrectives expressive of requirements,
utdilisgin - the collecting and reportin: facilities of CIA and
other government agencies which can est produce the requested
materdal without mproductive duplication snd overlap.”

2, In brief, reference (a) proposes the transfer ol the sbove-
described functions from OCD to OR&, with the consequent almost totel
assumption by ORE of the resuonsibilitlies of the ILialson Branch of U0D.
The ressonin: preseated in reference {(a), is caleulated to support the
conclusion that these functions can be performed more effectively by
an OHZ Requirements Stafl, than by the Lielson Franch of UOGh, as at
presant,

3s» It is apreed that requirements should be processed by a
systen which will ensure delivery to the collactors in the most ex~
peditious manner & propriate to the priority of need, buit also in
conformance with sound sdministration and in cousidemation of the
several interests independent of ORE. Within CIA slone, ithe Liaison
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‘Branch receives requsstis not only from ORE, bub from 0SI, 0S0 and OPC
as well., Note is teken of the statement, to witt ®Anythins that ree
tards or adulterates the achievement of these goals is a defect in the
system.® The "dequiremenis Staff® of ORE falls within the sense of
that statement, and estailishes an additional hurdle in the require-
ments processing system. It would not be unworthy to consider the
desirsbility of eliminatin. thisz hurdle and to provide for the routing
of collection requests from the 07% Branch Chiefs to L/05h, diract.
Such a revision of the method of srocessiay now in effect, is not
bein; recommended, however, for thes reassn thot other administrative
considerations seom to militate in favor of the preservation of the
present system. It is strongly suspecied, however, that ORF Iranch
Chiefs mi.ht be heard te express a contrary opinion with respect to
the desirability of retainin: a "lequirements Staff% in OA%, in cone
trast with = procedure wiich would enable then to deal with L/00D
direct. Dut, ORE is a large organization, comprised of seversl come
ponents having independent functions. Accordingly, 2 coordination

of these geveral interests within ORZ, at the level of the Requairements
Staff, is not without justification. sub the proposal that this de-
quirements Staff finally coordinate the several interests outalie ORE,
is not administratively sound, Here, the coordinating offfce snould be
wholly independent of any intrinsic interest in the maltor Leing pro-
cessed,

e ¥e are going to presume that the personnel assicned to the
Liaison franch of 00U are c-nstituted with an intellizent wderstanding
of written English, and accordingly will understend the truse import of
Requiremenis Requests received for processing, If it is being contended
that the ORE analysts exclusively will so understand, then it follows
that the ultimate collector in the field will not understand, and con-
gequently the request will not be adequately satisfied, The funetional
slatenment set forth wnder parsgraph 1b, abova, appesrs to be eminently
effectusl, to witt #,,,effects final coocrdinstion of the requirenents
by dirsct consultation with the offices concernsd.® Ii{ therefore fol-
lows that Requiremsnis must be plainly sritten in usually wmlerstood
Snglish and without latent intent, and if so writien L/OCD 1s entirsly
competent to eff:et appreosriate coordinetion and to aszess the botal
effort priority assiynasat.

5« The statement appearing uder paraegraph 10 to the effsct that
Pproduction offices should be the only originator of requirencnts,” is
not wholly concurred in because both 0S¢ and OPC &8lso place requirements
with L/0SD, They must be ali ned with requests from the two CIA pro-
duetion olffices in ths assiinment of an overall GIA priorityr.

6, With reference to peragrach 1l(c), Ous establishes nriority
and deadline for ORE requests, Lut when consolidated with other indee
pendent interests, L/OCD must fix the priority when rolated to the tolal
effort,
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T» Paragreph 13 is an effort to justify the existence of the
Requirements Staff as presently placed, or in auzmentation thereof,
a8 proposed, This jusiification is extremely weak, and sucgests the
desirebility of placing analysts under instruction le.ding to greater
proficiency in the draflting of requests for information, in lancuace
wiich will be readily understood by the lay collectors in the field.

8. With reference to paragraph 15{a), the estsblishment of an
interagency ¢ ordinsting committee, to sarve the purpose expressed,
is belisved to be unwarrented. ¥ith reference to parazrash 15(c),
an initial coordination by ORE with 0SI and the externsl intellicence
agencias on & basis of "Desk-to-Desik®™ lisison is considered to be
wholly appropriats and desirails, However, final coordination of the
several interests independently commmicated by CIA and other agencies,
should be effected by L/0CD in conformance with presently prescribed
coordinating functions,

9+ The followin: comments refer to the principles stated under
paragragh 17, and these gub-psra;rashs eorrespond therewith:

{a} In the broad sense "all intellizence collection should
Le in response to requiranents,® However, there shoeuld be no
failurs to recognize the character of collection essential to the
development of IA and DR. And further, the above orinciple should
not be interpreted to meen *expressed requirements.” Such a narrow
interpretation would praclude "opportunity collection® in the ex-
ercise of intelli-ent initiative,

f'z‘}} Ue K.

{c} Acceptable as a general concept, subject however to the
following specific comonta

(1) Paragraphs 11(e}, (d}, (e), and (f) are stated to be
encompagsed wlthin “Formulatiocn,® and they are not substantive,
but procedural steps.

{2) L/0CD must retain final coordination snd totel effort
priority assi;nment functions, as prosently prescribed in ®CIA
Urganization and Punciions,"

{d) If CRE desires to maintain z small Reguirements Stafl for
the purpose of coordinating the efforts of the several Oi: franches,
and to provide for a hicher lavel review of requests originating
in such Dranches jrior to [orwarding %o OCU for action, no issue
is taken with the desirability of including this intermediate pro-
cessin: step.

“1th respect to the processing of matter with other offices
and outside agencies, the comment set forth under peragrash § above,
appliies,
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{e) Saiisfsctory - with the proviso that this sroup be
mainteined small, :

‘ () Comment supplied sbove under paragrash 3 discusses
multiple processing,

(g) ORE and 08I coordinate requirements initially. #inal
coordination involvin: all of the several interus intra~CIA
and inter-asgency), can best be effected in an office having no
intrinsic interest vis.,, L/OCD as presently constituted,

(h) Initisl coordination on & basis of Desk-to-Des: liaison
between production offices is certainly desireble, as time peraits,
Final ceordination should remain a function of L/0CD,

(1) ORE establishes prioritles soverning action on ORE requestis.
L/0CD eatablishes total effort pricrities,

10. The proposal of OARE presented in reference (u), which cone
templates o transfor of the funetions of I/UCD to & Requirements Staff
in ORE, is not concurred in.

11, e alsc note that there is a propesal to itransfer 0CD's
ldaison Branch to 0O which collects from private sources (reference b).
de think that the soparate offices in CIA should try more assiduaously
to wark together under the existing organisation, devoting their stien-
tion to their prescribed duties rather then to efforis at reorganisation.

PRESCOTT CHILLS, Chief
Coordination, Uperations
and Policy Staff

cct  Manarenent Officer
AD/ORE
AD/OCD
ADfoo
AD/oST
. ABfoso

WCG/mhb ,cd
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